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ABSTRACT 
In a time of economic uncertainties and a decline in revenue, companies tend to restructure an 
organisation to try and limit the negative effect on the company. But how does this affect an 
organisation whose main focus is project execution? The research aimed to determine an 
optimal project organisational structure to enable the project department to complete 
successful projects.  
A comprehensive literature review was done on the main types of project organisational 
structures available, with their respective advantages and disadvantages. In the literature 
review the characteristics and principles of a project organisational structure were considered 
and how they impact on project success. A case study was done within a single organisation 
with the unit of analysis being completed projects within the organisation. A questionnaire was 
used to collect quantitative data, which was then compared to the literature review to derive 
conclusions.  
The case study findings suggest that in practice the relevant characteristics and principles 
aligned with a project organisational structure are not used as the literature suggests. Rather, a 
combination of structures, characteristics and principles are applied. There is therefore no 
optimal project organisational structure to enable the project department to complete projects 
successfully.   
The project organisational structure is not the only element that can impact a project. Many 
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CHAPTER 1: INTRODUCTION 
1.1 INTRODUCTION  
Individuals and groups in a company operate within a framework called an organisation [1]. The 
purpose of an organisational structure is related to grouping employees into units and sub-units 
to achieve individual and organisation objectives [2]. An organisational grouping outlines the 
placement of each employee within the structure [4]. 
All organisations, regardless of their function or size, have a structure. The structure of the 
organisation reduces the confusion and uncertainties that occur when employees are not 
aware of the bigger picture and how they fit into the organisation [4].  
There are different types of organisational structures, each with advantages and disadvantages 
[1]. An organisational structure must align to meet the distinct characteristics of the company 
at a given time [5].  
The organisational structure of a company supports the projects that are executed [4].  The 
same structure that exists in a company’s organisation is also present in the project 
organisation. 
Each project within an organisation is unique and can take on any of the various project 
organisational structures [4]. However, as the company projects progress through their life 
cycle, the organisational structure may undergo some modification to adapt to the changes in 
priorities and resources [4].  
Even with the best people and systems in place, the outcome of projects are affected by the 
project organisational structure [5]. But the project organisational structure alone does not 
determine a company’s susses [4]. A change in the organisational structure should be 
considered when an organisation is failing to achieve the planned objectives.  A decrease in 
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employees’ morale, slow decision making and an increase in operational cost are indications to 
initiate a change in the organisational structure [1]. 
 
1.2 PROBLEM STATEMENT 
A particular company that operates mostly in the manufacturing and mining sector in Southern 
Africa experienced a decline in their revenue. No actual figures exist on the revenue but a 
decline was reported internally to staff members.  This decline in revenue has caused 
management to restructure the organisation numerous times in the last five years. The 
restructuring of the organisation was observed internally and no public documentation exist 
surrounding the restructuring.  
The organisation’s core business is project execution and therefore the projects executed 
within the organisation have also changed in structure in the last five years. 
The project structure within an organisation can contribute to the project outcome. The 
organisational structure of the project execution department lacked poor workforce 
production, employee conflict was rife, there was resistance to change, uncertainties in 
accountability were experienced and processes were poor.  
 
1.3 RESEARCH QUESTIONS 
The research was based on the following questions: 
• What factors1 influence the project organisational structure?  
• What is the impact of the project organisational structure on effective project 
execution?   
 
 
1 Factors refer to the characteristics and principles of the project organisational structure.  
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1.4 RESEARCH OBJECTIVES 
In this research, an overview is given of the project organisational structures available and 
some principles and characteristics of project organisational structures are considered. 
The research aimed to determine an optimal project organisational structure to enable the 
project department to complete successful projects. 
Based on relevant research, recommendations are made on the optimised organisational 
structure to improve project outcome. 
 
1.5 RESEARCH DESIGN 
A literature study was conducted on the types of project organisational structures most 
commonly used in a project environment. The advantages and disadvantages of each type of 
structure are highlighted. Secondly, the principles, characteristics and impact of project 
organisational structures on the project outcome are highlighted. Data was collected on the 
project organisation at different times during a set period and was analysed. The conclusion 
made from this study and recommendations for any further studies are presented.  
 
1.6 CONCLUSION 
The project structure forms the business skeleton. Every project organisation requires a stable 
and effective structure to operate efficiently. A project structure helps all the employees to 
clearly understand the reporting path and to avoid conflict and poor decision making and 
implement better processes.  
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CHAPTER 2: LITERATURE REVIEW 
2.1 INTRODUCTION 
In the current chapter the different types of project organisational structures listed in the 
literature are considered, with their advantages and disadvantages within the organisation. 
Principles and characteristics that contribute to the project organisational structures are also 
identified. Lastly, selecting a supportive project organisational structure for an organisation is 
discussed. 
In general, an organisational structure is defined as a mechanism for connecting and 
coordinating individuals and groups together within the context of their roles, authority and 
power [2]. It also describes the roles and responsibilities of its members, how they are linked 
and how members communicate with one another [6].  
 
2.2 INFLUENCES ON PROJECTS 
According to the PMBOK Guide and other literature, there are various characteristics, factors 
and properties within an organisation that influence a project [21]: 
• Organisational cultures and styles [21], [8], [9] 
• Organisational communication [21] 
• Organisational structures [21], [8] 
• Organisational process assets [21] 
• Enterprise environmental factors [21] 
• Organisation leadership [10] 
 
The following is a summary of these influential factors described in the literature. 
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2.2.1 Organisational cultures and styles 
Cultures and styles may have a strong influence on a project's capability to meet its objectives. 
Cultures and styles are characteristically known as cultural norms. The norms include mutual 
knowledge regarding the approach in getting the work done [21], [8]. 
 
2.2.2 Organisational communication 
Projects are highly dependent on effective communication [21]. Project managers must be able 
to communicate effectively with all the relevant stakeholders within the organisation [21]. 
Effective communication can detect early problems with a project [11]. 
 
2.2.3 Organisational structures  
The organisational structure can affect the availability of resources and how projects are 
conducted [21]. The project organisational structure includes a functional, projectised and 
matrix structure.  Each of these organisational structures defines the roles and responsibilities 
of the team members. The level of authority assigned to a specific employee also has an impact 
on project execution [12]. Each organisational structure has its own reporting structure and 
responsibilities.  
 
2.2.4 Organisational process assets 
Plans, policies, procedures, processes and knowledge are all organisational process assets [21]. 
These assets can be updated by members throughout the project [21]. The organisation 
knowledge base and historical lessons learned form part of the assets [21]. The process assets 
are divided into two categories: 
• Information [21]: This refers to all guidelines, criteria, templates and standards that are 
used in the organisation [9].  
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• Knowledge base [21]: This is the lessons learned from the project and historical project 
data [9].   
 
2.2.5 Enterprise environmental factors 
Enterprise environmental factors are conditions that are not controlled by the project team but 
that influence or constrain the project [21].  Factors include, but are not limited to, the 
following: 
• Organisational structure and culture: The type of organisational structure can influence 
a project team. This includes the culture of the organisation and team. 
• Geographic distribution of resources: In a large project, the geographic location of team 
members can influence a project when all teams members are co-located or located in 
different time zones. 
• Infrastructure: This refers to the correct tools and resources available for the project.  
• Marketplace condition: If a company encounters an economic crisis, this will influence a 
project as there might be financial difficulties. 
 
2.2.6 Organisational leadership 
A general rule in the project environment is that everything starts from the top and rolls down 
[10]. The executive staff must understand the project benefits otherwise they tend to be less 
supportive of the project [10]. It is important that each leader understand their roles and 
actions and lead by example [10]. 
 
As seen above, the project organisational structure and several other factors have an influence 
on a project. In this research, the focus is on the project organisational structure, which can 
influence project execution.  
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2.3 PROJECT ORGANISATIONAL STRUCTURES  
There are two kinds of project organisational structures. The first one is a formal structure that 
describes chains of command and the grouping of elements. The second one is an informal 
structure that evolves through the interactions of people with minimum structures [6]. This 
research is based on the formal project organisational structure used by engineering and 
construction companies. 
Each project has an organisational structure, regardless of its size, and each project is unique 
[4]. For each project, various forms or structures can be implemented [4]. In this research, the 
most common project organisational structures are described, namely the functional, 
projectised and matrix organisational structures.  
 
2.3.1 Functional organisational structure 
The most widespread project structure is the functional organisational structure [4]. The 
project activities are aligned functionally according to specialities and disciplines [4].  
A functional organisational structure groups all functions in autonomous departments, with 
each department delivering mutual services throughout the organisation [7]. Major functions 
are classified but not limited to finance, manufacturing, human resources, engineering and 
sales. The first hierarchy level has a manager for each functional division reporting to the 
managing director.  For each function, one or more managers manage the subdivisions. Line 
managers communicate in a vertical line, as indicated in Figure 1, and not across the structure 
[7]. The number of direct employees reporting to a manager is called the manager's span of 
control [9]. The number of hierarchy levels within the organisation is referred to as the depth of 
the hierarchy and is determined by the size of the organisation [9]. The functional 
organisational structure allows a manager to concentrate on one area of knowledge [10]. 
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Figure 1 represents a functional organisational structure. It indicates where the project 
coordination is located in the hierarchy and where different project team members are 
situated. 
 
(Grey boxes represent staff working on a project)  [21] 
Figure 1: Functional project organisational structure 
 
The project budget is generally controlled by the function manager, who makes the bulk of 
project decisions [22]. The function manager coordinates any communication outside of the 
functional areas by his or her peer function managers [22], [23]. When project discrepancies 
occur between two or more functions, the chain of command takes over and the function 
managers resolve it [6]. The functional organisational structure offers the least amount of 
power to the project manager [24]. The project manager mainly gets involved in project 
administration and monitors project progress in a staff capacity [4]. 
Table 1 categorises the advantages and disadvantages of a functional organisational structure 
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Table 1: Advantages and disadvantages of functional organisational structure 
Advantages Disadvantages 
Improved accountability for projects [25]. 
Conflicts between the project objective and 
regular functions [25]. 
Personnel perform only projects within the 
boundaries of their function [25]. 
Challenging if input is required from several 
functions on a single project [22]. 
Completion of projects does not shift the 
reporting lines of workers [22]. 
Slow project communication between 
functions [22]. 
Eliminate duplication of project activities 
[4]. 
Functions tend to focus more on own 
objectives than overall organisation objectives 
[21]. 
Clear communication lines between 
functions [21]. 
Communication limitations due to a vertical 
communication method [14] 
Increased productivity due to one area of 
focus [14]. 
Difficult to understand and support company 
objectives and goals due to functions operating 
in isolation [15]. 
Easier monitoring and development of 
employees [14]. 
Simple activity may require several function 
interactions [14]. 
Knowledge and skills are concentrated in 
only one part of the organisation [15]. 
 
 
The functional organisational structure works well in a repetitive and stable environment [6]. It 
is not effective in a multiple project environment due to conflicts arising over resources from 
different functions [4].  
To overcome some of the limitations in a functional project organisational structure, forward-
thinking companies are moving towards a projectised organisational structure by creating 
groups of expertise, such as project offices [26]. 
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2.3.2 Projectised organisational structure 
In a projectised organisational structure, a team is gathered from across the organisation on a 
full-time basis for the duration of the project [24]. The organisational structure is, however, 
strictly temporary [6]. In this organisational structure, the project manager has complete 
authority over the project and can obtain resources from within or outside the organisation to 
accomplish the project objective [4]. The project can be set up as a unique entity within the 
organisation [18]. It has its own technical staff and administration [18]. This organisational 
structure offers the most power to the project manager [24], who is involved from the proposal 
and negotiates with function managers to obtain desired resources [6]. These resources can be 
co-located to improve communication, relationships and overall productivity of the project [22]. 
The whole team contributes towards the performance of the project [26]. 
Figure 2 represents a projectised organisational structure. It indicates where the project 
coordination is located in the hierarchy and where different staff members are situated. 
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(Grey boxes represent staff working on a project)  [21] 
Figure 2: Projectised organisational structure 
 
 
Table 2 categorises the advantages and disadvantages of a projectised organisational structure 
as identified in the literature. 
Table 2: Advantages and disadvantages of projectised organisational structure 
Advantages Disadvantages 
Able to respond to changes in environment 
or customer needs [6]. 
Increased cost due to each project operating as 
an independent organisation [6]. 
Clear identification of project responsibility 
[27]. 
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Advantages Disadvantages 
More direct contact with different 
disciplines [27]. 
Members may feel apprehension near the 
close of a project due to the uncertainty of the 
next project [24]. 
Client and result orientated [27].  The team might feel overloaded as project 
deadlines approach [24]. 
Response time and decision making are 
quick [22]. 
Large projects may prove cumbersome for a 
single project manager [24]. 
The project has a unity of command and 
clear project responsibility [4]. 
 
High skill development due to specialisation 
on projects [18]. 
 
 
Complex projects that require major resource commitments and that have high stakes require a 
projectised form of organisation [6]. A projectised organisational structure is suitable in 
organisations that use a management-by-projects philosophy and generate revenue from 
performing projects [18]. This structure is common to an organisation that has multiple projects 
[18]. It is impractical for organisations to continually operate on a projectised basis [6]. 
 
2.3.3 Matrix organisational structure 
With projects becoming more technologically complex and larger, the organisation grows 
continuously, thus necessitating an added horizontal dimension to the functional organisational 
structure to improve integration between members and groups [14]. To create large project 
groups quickly without the cost disadvantage of the projectised organisational structure, a new 
form of structure was created, namely the matrix organisational structure [6]. This structure 
was first used in the aerospace industry [6]. The matrix organisational structure is a blend of the 
projectised and functional structures [21]. This hybrid structure aims to maximise resource 
utilisation and increase project performance within time, cost and project constraints [25]. The 
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majority of projects are carried out in the matrix organisational structure [24]. Employees are 
permanently assigned to a function, such as engineering, marketing, manufacturing, sales, 
human resources and finances, but support product A and work with the product manager [16]. 
The function managers are still involved with their permanent personnel and have a 
responsibility to provide information relative to their function to each employee [16].  Function 
managers assist product managers with the evaluation of employees [16].  Matrix organisation 
groupings are temporary and allow resources to change projects [25]. This is based on 
continuously reviewing resources to ensure that allocation is done appropriately for each group 
[25]. 
Figure 3 represents a matrix organisational structure. It indicates where the project 
coordination is located in the hierarchy and where different staff members are situated. 
 
(Grey boxes represent staff working on a project)  [21] 
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The Project Management Institute differentiates between “strong”, “balanced” or “weak” 
matrix organisational structures [6]. The structure is strong if it is more aligned towards a 
projectised organisational structure and weak if it is more in line with a functional 
organisational structure [25]. A balanced matrix is an equal blend between a functional and 
projectised organisational structure [25]. 
 
Table 3 categorises the advantages and disadvantages of a matrix organisational structure as 
identified in the literature. 
Table 3: Advantages and disadvantages of matrix organisational structure. 
Advantages Disadvantages 
Combines vertical and horizontal structure 
[6]. 
Difficult and expensive to maintain [6]. 
Reduced duplications of  project activities 
[22]. 
Matrix structure induces conflicts  [6], [21]. 
Resources are easily shared between 
projects [22]. 
Power struggles and fear between function and 
project managers [6]. 
Improvement of skills as employees 
interact with a function, product and other 
project members [22], [15]. 
The project has two reporting lines [22]. 
Most inexpensive structure for complex 
projects [24]. 
Difficult to monitor and control project [22]. 
Project team members have an opportunity 
to work on different projects [25]. 
Can lead to conflict due to role ambiguity [14]. 
Efficient use of resources [14].  
Skilled employees can be assigned to more 
than one project [15]. 
 
Fast decision-making abilities [14].  
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The matrix organisational structure is used where there is various managerial accountability 
and responsibility on the project [18]. It is also used in a large organisation which operates in a 
dynamic environment that requires a fast response to demands. The matrix organisational 
structure can be used in organisations that have multiple products and projects [21]. It allows 
the use of a single resource to be assigned to multiple projects or products [15]. 
 
2.3.4 Project organisational structure conclusion 
It can be concluded that there are different project organisational structures, each with its own 
unique benefits and shortcomings. Table 4 summarises some of the major differences between 
the main three project organisational structures. 
 
Table 4: Project organisational structure comparison 
Questions Functional structure Matrix structure 
Projectised 
structure 
How are members 
grouped? 




How easy is structure to 
understand? 
Easy  Difficult  Easy  
Chain of command Single  Two or more  Single  
Authority allocation 




Clear line of 


















  - 16 - 
Questions Functional structure Matrix structure 
Projectised 
structure 
Resource allocation time 
Slow to allocate 
resources 
Quickly relocates 
resources but slow 
if a conflict exists 
Slow to allocate 
resources 
Customer-focused 









Very high overheads 
High overheads due 





2.4 INFLUENCE OF PROJECT STRUCTURES ON PROJECT EXECUTION 
A project organisational structure establishes the formal relationship between the project 
manager, team members, top management and stakeholders [17]. One of the sturdiest 
influences on project implementation is the project organisation in which it operates [19]. In 
addition to having the correct employee in the correct role, the organisation must support all 
project execution stages [20], [28], [25]. A properly designed project organisation is a key 
success factor for project success [17]. 
In the literature three main factors stand out as influential in project success. The project 
culture is one of the most important factors in project success [29]. The culture in a project 
organisation can influence decision making, thinking and responses within the environment 
[29].  The second factor is the requirement for an experienced and highly skilled project 
manager [17]. For a project manager, management and technical skills are required for 
successfully completing a project [17]. The last influential factor is a core team supporting the 
project manager [17]. Any project organisational structure needs to establish a core team that 
forms the backbone of the project organisation [17].  
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Table 5 summarises the influence of some project characteristics on each of the different 
project organisational structures. 
Table 5: Influence of project characteristics on organisational structures  [7] 
Organisational structure 




































Project manager role Part time Part time Full time Full time Full time 
Project management 
administrator staff 
Part time Part time Part time Full time Full time 
 
 
2.5 TYPICAL ORGANISATIONAL PRINCIPLES 
To discuss project organisational structures, some typical organisational principles identified in 
the literature need to be reviewed [3]. Each of these principles is discussed in the next sections. 
 
2.5.1 Unity of command 
Henry Fayol established the concept of the unity of command principle [31]. His view was that 
“no member of an organisation should report to more than one supervisor” [31].  This principle 
requires each section of an organisation to be under one manager [3], thus resulting in no one 
in a project organisation having more than one manager [3]. The unity of command principle 
  - 18 - 
preserves the concept of an unbroken line of authority [32]. Managers are given the correct 
authority to meet the responsibilities of the role [32]. The advantage of the unity of command 
concept is that it prevents conflict due to a single reporting structure [3]. This concept is 
violated in the matrix organisational structure due to a reporting structure from the function 
and project managers [3]. 
Figure 4 indicates a direct reporting line for each staff member, with no employee reporting to 
more than one manager.  
 
Figure 4: Unity of command 
 
2.5.2 Authority and responsibility 
Authority and responsibility are an important aspect to be considered in selecting a type of 
project organisational structure [2]. Typical questions are: who can decide what and with what 
authority? [2] This principle implies that the person responsible for completing a task must be 
given sufficient authority to do the task or to get it done by someone else [3]. This principle is 




Reporting to manager 1
Staff
Reporting to manager 2
Staff
Reporting to manager 2
Manager 3
Reporting to manager 1
Staff
Reporting to manager 3
Staff
Reporting to manager 3
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gives a good insight into the decision-making process in the organisational structure [2]. 
Projects can also be designed with shared authority and responsibility between managers [3].  
A traditional organisational chart is drawn in a pyramid shape with staff towards the top having 
more authority and responsibilities than staff towards the bottom of the chart [3].  
Figure 5 shows a traditional organisational chart, with the most authority given to manager 1 to 
delegate work. Although most tasks are done by staff members who receive working 
instructions from the top, the responsibility is shifted back to the top of the organisational 
chart.  
 
Figure 5: Authority and responsibility 
 
2.5.3 Span of control 
The span of control is defined as the number of subordinates reporting directly to a manager 
[33].  The larger (wider) the span of control, the more individuals a manager is supervising, 
whereas managers with a small (narrower) span of control manage fewer individuals [3]. A wide 
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can lead to insufficient time for critical issues on the project [3].  A narrow span of control 
allows closer supervision of employees but can lead to more hierarchy levels in the organisation 
[3]. Graicunas developed a mathematical model to determine the span of control [34]. Fayol 
argues that the span of control at a lower management level should be ten to thirty, but at top 
management it should only be two to five workers [31]. The number of individuals a manager 
can supervise is not clear from the literature review [33].  
Figure 6 indicates the number of direct members reporting to a manager, also known as the 
span of control.  
 
Figure 6: Span of control 
 
2.5.4 Flexibility 
Project organisations must design flexibility into their structure to increase the ability to react 
to changing conditions as a project progresses [3]. Managers must constantly review the 
resilience and adaptability to new circumstances [3].  
 
Manager
Staff Staff Staff Staff Staff
Span of control = 5 
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2.5.5 Division of labour 
The division of labour refers to various portions of a specific task assigned to a number of 
project team members [3]. Instead of one team member doing all the work, several members 
perform different tasks to complete the required work [3]. This division creates the need to 
coordinate these members and therefore impacts the organisational structure [33]. Table 6 
categorises the advantages and disadvantages of the division of labour identified in the 
literature.  
 
Table 6: Advantages and disadvantages of division of labour 
Advantages Disadvantages 
Increased skills in the particular task due to 
specialisation [3]. 
Focus merely on efficiency and economic 
benefits [3]. 
Increased efficiency and productivity [3]. 
[33]. 
Output quality often decreases [33]. 
Increased job understanding due to 
repetition [3]. 
Job dissatisfaction [33]. 
 High personnel turnover [33]. 
 
2.5.6 Departmentation 
Departmentation is grouping functions or major work activities into departments where a 
department is a group of resources grouped together to perform a specific organisation task 
[3]. Each organisation groups its work activities in its own way [35]. Departmentation is 
applicable to large, complex and geographically dispersed projects [3]. Groups can be 
departmented as follows: 
• Functions provided [35], [32] 
• Product provided [35], [32] 
• Customers served [35], [32] 
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• Geographic area covered [35], [32] 
• Customer process flow [35], [32] 
 
Figure 7 indicates departmentation by different products. 
 
Figure 7: Departmentation by product 
 
2.6 CHARACTERISTICS OF ORGANISATIONAL STRUCTURE 
In this section, some characteristics are reviewed that are frequently studied in the literature. 
These characteristics are viewed as the building blocks or elements of an organisational 
structure. The characteristics of an organisational structure can impact how a project should be 
organised [3]. To design a project organisation, it is important to identify and analyse the 
following characteristics of an organisation [3]: 
• Formalisation [3], [12], [36] 
• Centralisation [3], [12], [36] 
• Complexity [3], [12] 




Product 1 Product 2 Product 3 Product 4 Product 5
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2.6.1 Formalisation 
Formalisation is the degree to which policies, procedures and rules guide the behaviour of 
members involved in the project [3]. It is how much an organisation relies on procedures and 
standard guidelines to instruct employees’ activities [12]. In a small project, the degree of 
formalisation is low and communication is mostly informal and open [3]. For a large project, a 
higher level of formalisation is required to ensure that activities are done in the correct way [3]. 
A disadvantage of a high level of formalisation is the “red tape”, leading to frustrated project 
members with low morale and productivity [3]. Having project procedures and rules is not a 
guarantee that members will follow them, but it helps to clarify certain issues within the project 




Centralisation deals with where the decision-making authority is located, mainly at upper 
management or delegated to lower levels in the hierarchy [12]. Large projects are normally 
more centralised than smaller projects but the degree of centralisation depends on various 
factors [3], such as the maturity levels of project members, the top management level of 
confidence in the project team, the style of management and the project life cycle stage [3]. 
Authority delegated to high-level members in the hierarchy can be beneficial in a stable 
environment but impedes decision-making efficiency, knowledge sharing within the 
organisation and innovation [36]. 
 
2.6.3 Complexity 
Complexity refers to the number of different entities (reporting levels, job titles, departments 
and working locations) in an organisation [12]. Projects that consist of various departments and 
job titles are complex in terms of interface, integration and communication [3]. For these 
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projects, the project manager requires strong human skills to manage tasks across functional 
boundaries with minimal conflicts [3]. 
 
2.6.4 Specialisation 
Specialisation refers to dividing a complex task into simple functional parts for project team 
members to focus on [3]. This allows an organisation to assign a task to members best 
equipped and skilled to complete the task [36]. Table 7 lists the advantages and disadvantages 
of specialisation.   
Table 7: Advantages and disadvantages of specialisation 
Advantages Disadvantages 
Increased efficiency in the project [3]. Can lead to unhappiness, lack of motivation 
and reduced efficiency [3]. 
Manager can supervise more members due to 
identical work tasks [3]. 
Boredom due to repetitive tasks [3]. 
Faster learning period for the specialised task 
due to a limited variety of skills required [3]. 
Opportunity to learn skills and practise 
different skills is low [3]. 
 
2.6.5 Effect of characteristics on different structures 
Table 8 indicates the degree of impact the characteristics have on the different project 
structures [36].  
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2.7 STRUCTURE SELECTION FOR PROJECTS  
According to Steyn and Nicholas there are four selection criteria for the selection of a project 
organisational structure [6]:  
• The frequency of projects: How often is the company involved in new projects? 
• The duration of the projects: How long does one project last in relation to another? 
• The size of the projects: The level of capital, human and other resources in relation to 
other project activities in the organisation.  
• The complexity of the project: The number of functional divisions involved in the 
project. 
Figure 8 illustrates the relationship between the four selection criteria and the selection of a 
project organisational structure. The matrix and projectised organisational structures are 
relevant for projects of medium to high complexity and for projects medium to large in size [6]. 
Projects of this complexity and size require many resources [6]. A matrix organisational 
structure works well if a variety of projects are executed at the same time and can share part-
time functional resources. A projectised organisational structure is suitable for fewer projects 
[6]. For projects that are small in size, functional organisational structures are appropriate [6]. 
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Figure 8: Project structure selection criteria [13] 
 
2.8 IMPACT OF STRUCTURES ON PROJECT SUCCESS 
Larson and Gobelli did a two-year study investigating the relationship between project 
structure and project outcome [37]. Project success is defined as the ability to meet the project 
schedule, to control the project cost and to measure project performance [38], [37], [18]. The 
findings of that study confirm that the matrix organisational structure is most frequently used 
[37]. The distribution of the organisational type used for the 540 projects examined was as 
follows [38]: 
• Functional organisation = 72 
Complexity        Size 
High             Large 
Medium   Medium 
Low              Small 
Short                                     Long    Short                                           Long          Duration 
 Infrequent                                         Frequency                               Occurrence of 
Projects  new projects  
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• Weak matrix organisation = 140 
• Balanced matrix organisation = 87 
• Strong matrix organisation = 154 
• Projectised organisation = 87 
Figure 9 indicates the overall performance of each of the organisational structures. The 
balanced matrix, strong matrix and projectised organisation yielded similar results, with the 
balanced matrix having the lowest failure rate (6%) [38]. About 40% of the projects with a weak 
matrix structure were successful compared to 30% with the functional structure [38]. ‘Marginal’ 
is used if a project was considered an overall success but not all four success criteria were 
successful.  
 
Figure 9: Overall performance of organisational structures [38]  
 
Poli, Cosic and Lalic conducted a similar study to determine the project success for each 
organisational structure type. Project success is defined as the impact on the customer, the 
business and the ability to build the future for the company [39]. The study also indicated that 
the bulk of the projects were executed in a matrix organisational structure [39].  Like the Larson 
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and Gobelli study, the most uncommon structure used was the functional organisational 
structure [39].  The table below summarises the number of projects for each structure type that 
was deemed successful. The projectised structure resulted in the most successful projects 
(75%) of all the structures. 
Table 9: Project type versus overall project structure success [39] 
Project type Functional structure Matrix structure Projectised structure 
Total 5/7 (71.4%) 38/61 (62.3%) 18/24 (75%) 
 
The project structure is only one of many factors that affect project success [37]. The literature 
supports that the project manager should have a strong formal role to enhance the chances of 
the project succeeding [18], [37].   
The two studies conclude that the most successful project structures used are the projectised 
structure, but different results were found when it comes to unsuccessful projects.  The Larson 
and Gobelli study shows the functional project structure to be the most unsuccessful structure 
to use, whereas the Poli, Cosic and Lalic study shows the matrix structure to be the most 
unsuccessful project structure. 
 
2.9 CONCLUSION 
There are various factors, such as the culture, communication structures, process assets, 
leadership, environmental factors and organisational structure, that influence a project in their 
respective ways.   
An organisational structure defines the roles, responsibilities and supervision within a company. 
It is a plan that outlines who reports to who and what responsibilities are assigned to each 
employee.  The structure is recorded as an organisational chart and includes job titles and 
reporting structures. 
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For project execution, project organisational structures are established to support the project. 
The three main structures are the functional, projectised and matrix organisational structures. 
The matrix structure can be broken down into a weak, balanced and strong matrix structure. 
Each of these project organisational structures has its advantages and disadvantages.  
The organisational structure must support the project but is not limited to project success. The 
organisational culture and project managers also influence the success factor of the project. 
Several principles and characteristics must be considered when selecting a project 
organisational structure. These factors can influence the project itself, which contributes to 
project success. 
There is no clear project organisational structure for a company as these structures are subject 
to numerous factors and can change dynamically with these factors. Although many projects 
are executed within a matrix organisational structure, this does not guarantee that a project 
will be successful.  
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CHAPTER 3: RESEARCH DESIGN 
3.1 INTRODUCTION 
Collis and Hussey define a research method as “the overall approach to the research process, 
from the theoretical underpinning to the collection and analysis of the data”[40]. An important 
aspect of research is to select the correct research method to answer the research questions. 
The research method used in this research and how the research objective was achieved are 
explained in this chapter.   
 The purpose of this chapter is to explain the research method used in this research to answer 
the following research questions: 
What factors influence the project organisational structure?  
What is the impact of the project organisational structure on effective project execution?   
 
 
3.2 RESEARCH METHOD 
To select an appropriate method, the researcher looks at the available methods and the factors 
to be considered. The following five research methods have been identified by Yin [41]: 
• Experiments: A research approach involving the manipulation of one or more variables 
to observe the effect on another.  
• Archival analysis: A research approach involving the accessing of original records within 
an organisation. 
• Surveys: A research approach involving the collection of data from a sample of 
individuals to describe the characteristics of a specific population. 
• Historical research: A research approach involving the collection of data to explain, 
understand and describe actions that occurred in the past.   
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• Case studies: A research approach involving an in-depth, up-close and detailed 
examination of a subject.  
 
To select the appropriate research method, three factors are taken into consideration [41]: 
• The nature of the research question 
• The control a researcher has over behavioural events 
• The focus on contemporary events as opposed to historical events 
 
Figure 10 indicates how these three factors relay to the five major research methods and the 
path that was followed to select the case study method.  
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Figure 10: Determine a research methodology [41], [42] 
 
The next section deals with how each of these three factors is considered to select an 
appropriate research method.  
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3.2.1 Nature of the research question 
According to Yin, research questions starting with "how" or "why" are  more explanatory and 
methods such as case studies, experiments or historical research are preferred [41]. However, 
the research questions based on "what", "where", "how many" or "how much" would favour a 
survey or an archival research method [41]. Saunders, Lewis and Thornhill add that the “what” 
question could also be used in a case study method [42]. Based on these two sets of 
researchers, none of the research methods shown in Figure 10 could be eliminated. Thus, it was 
necessary to investigate the next two factors.  
 
3.2.2 Control over behavioural events 
The next factor is to determine whether the researcher has a level of control in the research 
events, meaning that the researcher can manipulate the behaviours of an event. This research 
involved gathering data in a specific organisation about projects that had already been 
completed and about how the project organisational structures changed from project to 
project. Since the researcher had no control over these events, only the experimental method 
could be discarded, as per Figure 10.  
 
3.2.3 Focus on contemporary events as opposed to historical events 
In the last factor, the researcher needs to focus on the contemporary events as opposed to 
historical events. This was possible in this study as the project structure is a continuously 
changing behaviour of the organisation. The historical method is normally considered when no 
access or control is available [41]. Based on this, the historical research as well as the archival 
methods could be eliminated.   
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3.2.4 Conclusion on selected method 
By considering the three factors above, the only two methods remaining were the case study 
and the survey. A survey is a popular method as it allows the researcher to collect a large 
amount of data from a large population [42]. In this research, the data was to be collected from 
a small target population, focusing on a specific organisation. In examining contemporary 
events, the case study is the preferred method but only when the relevant behaviours cannot 
be manipulated [41]. 
The case study was selected as the research method based on all these factors.  
 
3.3 CASE STUDY METHOD 
The research method is the logic that links collected data to the research questions [41]. This 
enables a procedure to be followed for collecting and analysing data. The research method 
requires proper implementation of the research design. The research design consists of the 
following factors: 
• Unit of analysis 
• Target sample 
• Data collection 
• Ethical considerations 
• Methods of analysis 
 
3.3.1 Unit of analysis  
The focus of this research was the project organisational structure. Thus, factors such as 
cultures and styles, organisational communication, organisational process assets, 
environmental factors and organisational leadership (described in section 2.2) needed to be 
eliminated. By selecting a single organisation, the impact these factors have on a project was 
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minimised. Multiple organisations can have different cultures, styles, communication, process 
assets, environmental factors and leadership that will influence project execution.   
To access information about this company’s projects, the researcher obtained information 
through project documentation or through the project managers. No other department in the 
organisation had the required data on completed projects. Project managers have access to the 
following information: 
• Project finances 
• Project resources 
• Project success 
• Project timelines  
• Project quality 
• Project organisational structures  
The researcher engaged with the project managers to obtain the required information from 
projects. The unit of analysis was thus the projects themselves.  
 
3.3.2 Target sample 
The unit of analysis indicated that the researcher targeted only the project managers as they 
had the required information relating to the completed project. The organisation had only eight 
project managers. The target sample of this research included all eight project managers.  
 
3.3.3 Data collection 
The researcher focused on a small target sample and wanted to gain an understanding of the 
factors and successes in different project organisational structures.  
The aim was to obtain information about completed projects from the targeted project 
managers. This information was gathered through a fixed number of questions in a 
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questionnaire with a  Likert scale. The researcher provided each project manager with a hard 
copy of the questionnaire.  
Each question was derived from the literature findings so that the researcher could deduce 
adequate results to answer the research questions given in section 1.3. Table 10 presents the 
design for drafting the questionnaire.   
Table 10: Questionnaire design 




The research question 
sought to uncover to 
what degree these 
factors were used in 
various project 
organisational structures. 
Linked to sections 2.5 
and 2.6 in the literature 
review 
Question 2 What is the impact of 
the project 
organisational 
structure on effective 
project execution? 
The research question 
sought to uncover how 
successful projects were 
in different project 
organisational structures. 
Linked to section 2.8 in 
the literature review 
 
These results from the questionnaire are quantitative, as usable numbers from the data were 
generated. Refer to Appendix A for the questionnaire.  
 
3.3.4 Ethical considerations 
Bryman and Bell list ten points as the most important principles relating to ethical 
considerations in research [43].  
• Participants in the research should not be subjected to any harm. 
• Research participants should be respected for their knowledge, insight and experience. 
• Participants should give full consent prior to the study. 
• The privacy of participants should be ensured. 
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• An adequate level of discretion of the research data should be ensured. 
• The anonymity of organisations and individuals participating in the research has to be 
ensured. 
• Avoid any deception or exaggeration about the objectives of the research. 
• Any funding, affiliations or conflicts of interest must be declared. 
• Communication of any type must be done with transparency and honesty. 
• Any biased and misleading information of primary data must be avoided. 
The researcher must consider these principles at all times to ensure that ethical research is 
conducted.  
 
3.3.5 Methods of analysis 
To analyse the data, the researcher must be familiar with the data that is collected by reading 
the data. Since the data was quantitative, each question could be represented as a number or 
average and the literature findings could be compared. Any patterns in the data could also be 
determined.  
A single data source was used, namely the questionnaire administered to the project managers. 
This data from the questionnaire was scored according to a Likert scale. To convert the data on 
the Likert scale into usable data, a categorisation system was used. Weights of 1, 2, 3, 4 and 5 
were assigned to the Likert scale, with a 5 assigned to the highest positive statement (very high 
degree) and a 1 assigned to the negative statement (not at all) [44]. The weighted score of all 
the respondents combined was required and not each individual respondent’s weighted score. 
All the respondents’ scores were added to the corresponding Likert scale score. To obtain the 
weighted score, a basic calculation was done as shown in Table 11.    
Table 11: Questionnaire scoring [44] 
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7 1 0 3 2 1 (1*1) + (0*2) + (3*3) + 
(2*4) + (1*5) = 23 
 
To calculate the weighted percentage: 
𝑊𝑒𝑖𝑔ℎ𝑡𝑒𝑑 𝑠𝑐𝑜𝑟𝑒∗ 100  








The validity of a questionnaire is effected by the correct wording of the questions, but also the 
sequence the questions follows and most important, it must address the research content [45]. 
Each question in the questionnaire should gather data to assist in answering a research 
question. If a question can’t be linked to a research question, careful consideration should be 
taken or it should just be eliminated from the questionnaire. This validation process is also 
knows as content validation.  
• Research question 2 to 4: Project managers input about the project structures.  
• Research question 5 to 8: Is linked to the characterises of the project organisation 
structure. These questions will address research question 1. 
• Research question 9 to 14: Is linked to the principles of the project organisation 
structure. These questions will address research question 1. 
• Research question 15 to 19: Is linked to the success factors of a project. These questions 
will address research question 2. 
Face validation is also used, it looks at the questionnaire in a whole and determines if the 
questions are going to measure what it should. 
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3.3.7 Case study description 
After analysis of the different research methods and methodology as explained in this chapter, 
the following choices seen in Table 12 were made about the case study: 
 
Table 12: Case study decisions 
Factors Decisions 
Research method Case study 
Unit of analysis Completed projects 




Data collection method Quantitative 
 
3.4 CONCLUSION 
Chapter 3 presents the path followed to select an appropriate research method for this study. 
Based on the types of research questions and Yin’s theory, a case study was selected to answer 
the research questions. Using this case study, the projects that were selected by the targeted 
eight project managers were analysed. Data collection with a questionnaire elicited the 
required information about the project organisational structure and the success linked to it. 
The collected data is presented by numbers and is compared to the literature highlighted in 
Chapter 2.   
  
  - 40 - 
CHAPTER 4: DATA ANALYSIS 
4.1 INTRODUCTION  
Data analysis is defined as the process of structuring and bringing order to the collected data 
and producing meaningful information by discovering the relationship between the elements 
[46]. The purpose of this chapter is to present the comprehensive analysis of the collected data 
and to derive a conclusion. Systematic diagrams in the form of tables and graphs are used to 
present the results from the data collected.  
 
4.2 RESPONDENTS AND VALIDITY 
The questionnaire was sent to a total of eight project managers. Of the eight, only one project 
manager did not respond, bringing the total number of respondents to seven.  
To ensure the validity of the respondents results, content validity is used. This is to verify that 
the results obtain is related to the research. If a respondent would answer one of the questions 
not related to the subject, it would be discarded. One of the questionnaires was discarded as 
the individual only managed transactional accounts and did not execute projects. The total 
response rate was therefore 6 out of 8. 
Project managers were targeted and they had project management experience. By ensuring 
that the responders had the right education is a form of internal validity. Table 13 summarises 
the experience of the project managers surveyed as well as how long they had been with the 
company.  
Table 13: Project manager experience 
 Project manager 
experience 
Time with current 
company 
Project manager 1 4 years, 6 months 8 years, 1 month 
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 Project manager 
experience 
Time with current 
company 
Project manager 2 2 years, 5 months 2 years, 5 months 
Project manager 3 7 years, 11 months 5 years, 11 months 
Project manager 4 15 years, 6 months 15 years, 6 months 
Project manager 5 8 years, 11 months 6 years, 1 month 
Project manager 6 1 year, 5 months 1 year, 5 months 
 
4.3 DATA ANALYSIS 
The data that is collected needs to be displayed in an organised, condensed manner. This will 
assist in discovering patterns and relationships in the collected data. Tables and graphs are used 
to display the data from the questionnaire. 
 
4.3.1 Case study: Project description 
The first four questions in the questionnaire evaluated the project chosen by the participants. 
The project name, structure type as well as the duration and budget of the project were 
captured with these questions.  
The matrix structure was chosen by the majority of the project managers. Only one project 
manager indicated that a projectised structure was used. The functional project structure was 
not chosen by any participants. Table 14 summarises the project structures used with their 
average duration and budget. The calculation of the averages is set out in Appendix B.  
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Respondent 1 Matrix 3 2.5 
Respondent 2 Matrix 7 5.5 
Respondent 3 Matrix 10 2.7 
Respondent 4 Projectised 18 17 
Respondent 5 Matrix 5 10.4 
Respondent 6 Matrix 14 3.45 
Average  9.5 6.9 
 
Conclusion: 
• All of the project managers except one indicated that they utilised a matrix 
organisational structure for their projects. 
 
4.3.2 Project organisational structure characteristics 
Questions 5 to 8 in the questionnaire asked the respondents to confirm in their opinion the 
degree to which the project conformed to the four characteristics of a project organisational 
structure.  
The characteristics are the formalisation, centralisation, complexity and specialisation of the 
project organisational structure. The average weighted scores of each of the characteristics was 
converted into a percentage and classified as low, moderate or high. A low score is presented 
by 0% - 33%, a moderate score by 34% - 67% and a high score by 68% - 100%. This enables a 
comparison of the data to the literature discussed in section 2.6. 
Figure 11 below summarises the four characteristics and their respected average weighted 
percentage. This calculation is presented in Appendix B.  
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Figure 11: Summary of characteristics 
 
The average weighted percentage of the four characteristics was then classified as low, 
moderate or high. These findings are compared to Table 8 based on the literature. Table 15 
summarises how the case study corresponds with the literature.  
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Formalisation, with an average weighted percentage of 80%, indicates that the projects were 
executed with a relatively high degree of policies, procedures and rules. From the literature 
discussed in section 2.6, a high level of formalisation is found to favour the functional project 
organisational structure, although most of the respondents stated that they used a matrix 
project organisational structure. Not one project manager chose the functional project 
organisational structure.  
Various factors contribute to the authority given to a project manager, but from the data, it can 
be concluded that the majority of the decision-making authority was given to the project 
managers. With an average weighted percentage of 83%, centralisation is high. From the 
literature discussed in section 2.6, it can be seen that a high level of centralisation favours the 
functional project organisational structure. As with formalisation, not one project manager 
chose the functional project organisational structure.  
The data indicates that the projects consisted of several different entities but not too many to 
make it a complex environment. The complexity average weighted percentage is 70% and is 
classified as high. From the literature discussed in section 2.6, a high level of complexity favours 
the projectised structure. Only one project manager chose the projectised organisational 
structure.  
The analysed projects were divided into simple functional parts, but not too simple. The 
specialisation average weighted percentage of 83% indicates that specific tasks were assigned 
to the most suitable member of the project. From the literature discussed in section 2.6, it can 
be seen that a high level of specialisation favours the functional project organisational 
structure. Not one project manager chose the functional project organisational structure.  
The data collected on the four characteristics does not indicate only one project organisational 
structure. Three out of the four characteristics favour the functional project organisational 
structure and only one characteristic favours the projectised organisational structure. The 
project managers perceived that they ran the projects with a matrix project organisational 
structure. 
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The literature indicates that the characteristics of the project organisational structure are 
defined as the degree of formalisation, centralisation, complexity and specialisation. The results 
show a high level of formalisation, centralisation and specialisation in practice, which leads to 
the conclusion that the projects were run in a functional project organisational structure. 
Conclusion: 
• From the description of the characteristics, it is deduced that projects utilised a 
functional project organisational structure within the case organisation.  
• This finding contradicts the project managers’ contention that they used a matrix 
project organisational structure. 
 
4.3.3 Typical project organisational principles  
Questions 9 to 14 in the questionnaire asked the respondents about the principles involved in a 
project organisational structure.  
The principles present the authority and responsibility, flexibility, unity of command, span of 
control and departmentation of the project organisational structure. As with the characteristics, 
the average weighted scores of some principles were calculated and compared against the 
literature.  
Figure 12 below summarises two principles and their respective average weighted percentage. 
See Appendix B for the average weighted percentage calculation for each principle.  
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Figure 12: Summary of principles 
 
Table 16 summarises the unity of command, span of control and departmentation principles for 
each respondent. The calculation of the averages is shown in Appendix B. 
Table 16: Principles from data collected 
 Reporting lines for 
team members 
(unity of command) 
Number of team 
members reporting to 
project manager (span 
of control) 
Number of different 
departments in the 
project 
(departmentation) 
Number of team 
members in each 
department  
(Dept A)(B)(C)(D)(E) 
Respondent 1 Multiple 7 3 4, 2, 1 
Respondent 2 Multiple 3 3 2, 1, 3 
Respondent 3 Multiple 9 3 6, 1, 1 
Respondent 4 Single 4 4 1, 1, 1, 1 
Respondent 5 Multiple 5 2 1, 1 
Respondent 6 Multiple 6 3 2, 2, 1 
     
Average  6 3 2 
 
The authority and responsibility principle, which has an average weighted percentage of 90%, 
indicates that the project managers had a very high degree of authority and responsibility. 
Authority and responsibility Flexibility
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From TablesTable 4 and Table 5 it can be stated conclusively that a high level of authority and 
responsibility is a principle for the projectised organisational structure.  
The average weighted percentage of 83% for the flexibility principle implies a high degree of 
ability to react to changing conditions. From Table 4 based on the literature, the functional, 
matrix and projectised organisational structures can be seen as able to adapt to change, with 
the latter being the most responsive to change.  
Most of the project managers indicated a multiple unity of command, which underlines the 
typical principle of a matrix organisational structure. This is supported by the literature 
discussed in Chapter 2.  
The average span of control of the analysed projects is 6. This principle could be applied to any 
one of the project organisational structures. From the literature reviewed there is no clear 
indication of how many individuals a manager can supervise, although some mathematical 
models are available to estimate it. The average number of departments that were involved in 
the projects is calculated to be 3, with an average of two members in each department. These 
principles require an in-depth study as there are numerous factors involved. 
The span of control (section 2.5.3), departmentation (section 2.5.6) and division of labour 
(section 2.5.5) principles could not be linked to a project organisational structure due to the 
complexity involved in these factors.  
The principles of the organisational structures are summarised in Table 17. 
Table 17: Overview of principles 
Questions Functional structure Matrix structure Projectised structure 
Chain of 
command 
Single  Two or more  Single 
Authority 
allocation 
Clear line of authority Conflicting authorities 
Clear line of authority 
– project manager 
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responsive to change 
Rapid responsiveness  
Highly responsive and 
flexible 
 
The finding from analysing the principles is that the projects were run in a projectised 
organisational structure. Only one distinct principle from the literature is in line with the project 
managers’ responses and that is the multiple reporting lines that support a matrix structure. 
Some principles could not be linked to an organisational structure and require an in-depth 
study. The principles and characteristics are in contrast with each other, with one indicating a 
functional structure and the other a projectised structure. The characteristics and principles 
also contradict the project managers’ choice of a matrix structure. Table 18 links the project 
managers’ feedback and the findings regarding the characteristics and principles of a project 
organisational structure to one project organisational structure.  
Table 18: Case study findings linked to structures 
 Functional structure Matrix structure Projectised structure 
Project managers’ 
feedback 
Functional structure Matrix structure Projectised structure 
Characteristics Functional structure Matrix structure Projectised structure 
Principles Functional structure Matrix structure Projectised structure 
 
Conclusion: 
• From the organisational principles, it can be deduced that projects utilised a projectised 
organisational structure. 
• This finding contradicts the characteristics which indicate a functional project 
organisational structure.  
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• Both the characteristics and principles contradict the project managers’ selection of the 
matrix project organisational structure.  
 
4.3.4 Success factors 
Questions 15 to 19 in the questionnaire asked the respondents about the success rates based 
on five success criteria.   
Figure 13 gives a breakdown of the individual success factors and their average weighted 
percentage. The calculation is shown in Appendix B. 
 
Figure 13: Summary of success factors 
 
The budget was the success factor that scored the least, with 73% of the projects completed 
within budget. Completing projects on time and with the desired quality each scored 10% 
higher than the budget. The success factors with the highest scores are the benefit that the 
completed project has for the organisation and client satisfaction, with the latter having the 
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From Table 9 based on the literature, the projectised organisational structure has the highest 
success rate of 75%. This is closely followed by the functional organisational structure with 
71.4% and the matrix organisational structure has the lowest rate of 62.3%. As a distinction was 
not made between weak, balanced and strong matrix in the data collection, the data analysis 
for project success factors did not take into account the study by Larson and Gobelli. 
By comparing the success factors from the literature discussed in section 2.8 with the data 
collected, each success factor can be grouped to a project organisational structure. Table 19 
indicates this comparison. 












Matrix structure Projectised structure 
Time Functional structure Matrix structure 
Projectised structure 
(83%) 














From the results it is clear that the success factors are in line with a projectised organisational 
structure. Only the budget is linked to a functional project organisational structure but only by a 
close margin.  
 
Conclusion: 
  - 51 - 
• From the success factors, it is deduced that projects utilised a projectised organisational 
structure and this is supported by the findings regarding the structure principles. 
• This finding contradicts the characteristics which indicated a functional organisational 
structure.  
• Both the success factors and structure principles indicate a projectised organisational 
structure.  
• The characteristics, principles and success factors contradict the project managers’ 
selection of the matrix organisational structure.  
 
4.4  CONCLUSION 
Data was collected from project managers through a questionnaire. The questionnaire was 
divided into four sections, namely project overview, characteristics of project structure, 
principles of project structure and success factors of projects.  
The results for the characteristics of the project structure, the principles of the project structure 
and the success factors of the projects were then compared to the literature and the project 
managers’ initial project structure perception.  
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CHAPTER 5: CONCLUSION AND FUTURE RESEARCH 
5.1  INTRODUCTION 
The objective of this chapter is to summarise the research while deriving conclusions based on 
the literature reviewed and data collected. This is done by answering the research questions.  
This research was based on the following problem statement: The project structure within an 
organisation can contribute to the project outcome.  
 
5.2  CONCLUSIONS REGARDING RESEARCH QUESTIONS 
To solve the problem statement, two research questions were formulated, the first of which 
was:  
• What factors influence the project organisational structure?  
The factors that were identified from the literature are the characteristics and principles of a 
project organisational structure. The characteristics comprise the formalisation, the 
centralisation, the complexity and the specialisation of the project organisational structure. The 
principles are identified as authority and responsibility, unity of command, span of control, 
flexibility, departmentation and division of labour.   
The types of project organisational structures with each of their characteristics are identified in 
the literature. The data collected indicates that in practice, a combination of project types are 
used and not one ‘clean’ project organisational structure. This is seen in Table 20. These 
findings are also not in line with the project managers’ indication that they used a matrix 
organisational structure.  
Table 20: Findings regarding characteristics 








Formalisation High level  Moderate level  Low level  
Centralisation High level  Moderate level  Low level  
Complexity Low level  Moderate level  High level  
Specialisation High level  Moderate level  Low level  
 
Project organisational structures are linked with each of the principles in the literature. The 
data collected indicates that in practice, a combination of project types is used and not one 
‘clean’ project organisational structure. This is seen in Table 21. These findings are also not in 
line with the project managers’ indication that they used a matrix organisational structure.  
Table 21: Findings regarding principles 
Principles Functional structure Matrix structure Projectised structure 
Chain of 
command 





Clear line of authority Conflicting authorities 
Clear line of authority 




responsive to change 
Rapid responsiveness  
Highly responsive and 
flexible 
 
Although the literature clearly defines all the project organisational structures, in practice the 
structure was not found to be aligned with a single organisational structure and the project 
managers probably utilised the most appropriate project structure or what was known in their 
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current situation. Deeper analysis needs to be done to get an in-depth understanding of this 
misalignment. 
The second research question was: 
• What is the impact of the project organisational structure on effective project 
execution?   
The projectised organisational structure is the most effective structure and yields the most 
successful projects, according to the literature discussed in section 2.8. From the two studies 
discussed, the matrix structure was found to be the most common project organisational 
structure used but it does not deliver the best results. The functional project organisational 
structure was found to be used the least and one of the studies reported the most unsuccessful 
rate with this structure. The project organisational structure is not the only factor that 
influences effective project execution. 
The combination of the literature review and the data analysis as shown in Table 22 reveals a 
clear bias toward the projectised organisational structure, with only one success factor 
favouring the functional organisational structure.  
Table 22: Findings regarding success  factors 
Success factor 
from literature 
Functional structure Matrix structure Projectised structure 
Budget Functional structure Matrix structure Projectised structure 
Time Functional structure Matrix structure Projectised structure 
Quality Functional structure Matrix structure Projectised structure 
Client 
satisfaction 
Functional structure Matrix structure Projectised structure 
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Success factor 
from literature 
Functional structure Matrix structure Projectised structure 
Organisational 
benefit 
Functional structure Matrix structure Projectised structure 
 
Based on these results, it cannot be concluded that the project organisational structure 
contributes to project success. From Table 23 it can be seen that the findings contradict each 
other and there is no support for a single project organisational structure.  










Functional structure  Matrix structure Projectised structure 
Principles 
(Research Q1) 
Functional structure Matrix structure Projectised structure  
Success rate 
(Research Q2) 





Functional structure Matrix structure Projectised structure  
 
5.3 RECOMMENDATIONS 
Project manager should clearly understand the project organisational structure in which they 
operate a project as this structure has various effects on the project.  
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To answer the first research question more conclusively, a follow-up question to the 
respondents could have added a significant value to the research. A further study into the 
motivation for a “mixed” project structure from respondents would have been interesting, such 
as better support from the management and the project manager skill level as mention in the 
literature review in section.  
 
5.4  CONCLUSIONS 
The conclusion that can be made regarding the problem statement is that there is no proof that 
the project structure affects the project outcome. The case study yielded mixed results.  
Many factors contribute to the success of a project and the project organisation is only one of 
them. The project culture and the requirement of a highly skilled project manager are identified 
in section 2.4 as additional factors for success. These two factors are a substantial subject to be 
studied.  
A project organisational structure details the relationship between the project manager, the 
team members, management and stakeholders [17]. The structure must support all the stages 
of the project itself [20], [28], [25]. Although the project organisational structure will assist the 
execution of projects through reporting lines, responsibilities, authority and various other 
factors, the structure is not a guarantee that projects will be executed successfully. 
 
5.5  LIMITATIONS 
Only the project organisational structure was investigated in this study. Other factors such as 
organisational culture and the project manager could be studied for their influence on project 
success.  
The company has gone through numerous organisational structure changes in the last five 
years. The data collected did not indicate where in this timeline the projects were executed.  
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1. Select a completed project from the last 
5 years 
 
2. What was the duration of the 
completed project in months? 
 
3. What was the project budget in rand? 
Rounded to closest million 
 
4. What type of project organisational 
structure was used for the project? 
 
 













5. To what degree did the project conform 
to policies, procedures and standard 
documentation? (Formalization) 
     
6. To what degree is the project decision 
making authority assigned to the 
project manager?  (Centralization) 
     
7. To what degree was various project 
departments involved with the project?  
(Complexity) 
     
8. To what degree was task broken down 
into a simple task for team members to 
complete.  (Specialization) 
     
  Single reporting line Multiple reporting lines 
9. How many reporting lines existed for 
the team members (Unity of command) 
  













10. To what degree did you have the 
authority and responsibilities of this 
project (Authority and responsibilities) 
     
11. How many team members reported to 
you as the project manager? (Span of 
control) 
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12. To what degree could the project team 
(including yourself) adapt to any change 
in the project? (Flexibility) 
     
13. How many different departments were 













14. How many team members from each 
department was involved in the project 
(Division of labour) 
     









15. To what degree was the project 
complete within budget?  
     
16. To what degree was the project 
complete within time? 
     
17. To what degree was the project 
complete within desired quality? 
     
18. To what degree was the project 
complete regarding client satisfaction? 
     
19. To what degree did the organization 
benefited from the project? 
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APPENDIX B: DATA COLLECTED 
 
1. Questionnaire question 2: What was the duration of the completed project in 
months? 
 
 Duration in 
months 
Responder 1 3 
Responder 2 7 
Responder 3 10 
Responder 4 18 
Responder 5 5 




responder 1 +  responder 2 +  responder n
total number of responses
 
 
2. Questionnaire question 3: What was the project budget in rand? Rounded to 
closest million. 
 
 Budget in 
Rand (Million) 
Responder 1 2.5 
Responder 2 5.5 
Responder 3 2.7 
Responder 4 17 
Responder 5 10.4 




responder 1 +  responder 2 +  responder n
total number of responses
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3. Questionnaire question 4: What type of project organisational structure was 
used for the project? 
 
Organization Type Total 
Functional Organization 0 
Matrix Organization 5 
Projectized Organization 1 
 
 
4. Questionnaire question 5: To what degree did the project conform to policies, 
procedures and standard documentation? (Formalization) 
 















Responder 1   1   3 
Responder 2     1 5 
Responder 3    1  4 
Responder 4    1  4 
Responder 5   1   3 
Responder 6     1 5 
Total   2 2 2 24/30 
 
(24*100)/30 = 80% Weighted average 
 
5. Questionnaire question 6: To what degree is the project decision making 
authority assigned to the project manager?  (Centralization) 
 













Responder 1    1  4 
Responder 2     1 5 
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Responder 3   1   3 
Responder 4     1 5 
Responder 5    1  3 
Responder 6    1  5 
Total   1 3 2 25/30 
 
(25*100)/30 = 83% Weighted average 
 
6. Questionnaire question 7: To what degree was various project departments 
involved with the project?  (Complexity) 
 













Responder 1  1    2 
Responder 2    1  4 
Responder 3    1  4 
Responder 4    1  4 
Responder 5   1   3 
Responder 6    1  4 
Total  1 1 4  21/30 
 
(21*100)/30 = 70% Weighted average 
 
7. Questionnaire question 8: To what degree was task broken down into a simple 
task for team members to complete.  (Specialization) 
 













Responder 1     1 5 
Responder 2     1 5 
Responder 3    1  4 
Responder 4   1   3 
Responder 5     1 5 
Responder 6   1   3 
Total   2 2 2 25/30 
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(25*100)/30 = 83% Weighted average 
 
8. Questionnaire question 9: How many reporting lines existed for the team 









Responder 1  1 2 
Responder 2  1 2 
Responder 3  1 2 
Responder 4 1  1 
Responder 5  1 2 
Responder 6  1 2 
Total 1 5 11/12 
 
(11*100)/12 = 92% Weighted average for multiple reporting lines 
 
9. Questionnaire question 10: To what degree did you have the authority and 
responsibilities of this project (Authority and responsibilities) 
 













Responder 1   1   3 
Responder 2     1 5 
Responder 3     1 5 
Responder 4     1 5 
Responder 5     1 5 
Responder 6    1  4 
Total   1 1 4 27/30 
 
(27*100)/30 = 90% Weighted average 
 
10. Questionnaire question 11: How many team members reported to you as the 
project manager? (Span of control) 
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 Span of 
control 
Responder 1 7 
Responder 2 3 
Responder 3 9 
Responder 4 4 
Responder 5 5 
Responder 6 6 
Average 6 
 
11. Questionnaire question 12: To what degree could the project team (including 
yourself) adapt to any change in the project? (Flexibility) 
 













Responder 1     1 5 
Responder 2     1 5 
Responder 3   1   3 
Responder 4    1  4 
Responder 5    1  4 
Responder 6    1  4 
Total   1 3 2 25/30 
 
(25*100)/30 = 83% Weighted average 
 
12. Questionnaire question 13: How many different departments were involved in 




Responder 1 3 
Responder 2 3 
Responder 3 3 
Responder 4 4 
Responder 5 2 
Responder 6 3 
Average 3 
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13. Questionnaire question 14: How many team members from each department 
was involved in the project (Division of labour) 
 
 Department A Department B Department C Department D Department E 
Responder 1 4 2 1   
Responder 2 2 1 3   
Responder 3 6 1 1   
Responder 4 1 1 1 1  
Responder 5 1 2    
Responder 6 2 2 1   
Average 2.6 1.5 1.4 1  
 
Overall Average = (2.6 + 1.5 + 1.4 + 1 ) / 4 = 1.6 Rounded to 2 
 
14. Questionnaire question 15: To what degree was the project complete within 
budget? 
 













Responder 1   1   3 
Responder 2    1  4 
Responder 3    1  4 
Responder 4    1  4 
Responder 5   1   3 
Responder 6    1  4 
Total   2 4  22/30 
 
(22*100)/30 = 73% Weighted average 
 
15. Questionnaire question 16: To what degree was the project complete within 
desired quality? 
 













Responder 1    1  4 
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Responder 2     1 5 
Responder 3    1  4 
Responder 4    1  4 
Responder 5    1  4 
Responder 6    1  4 
Total    5 1 25/30 
 
(25*100)/30 = 83% Weighted average 
 
16. Questionnaire question 17: To what degree was the project complete within 
desired quality? 
 













Responder 1    1  4 
Responder 2     1 5 
Responder 3    1  4 
Responder 4    1  4 
Responder 5     1 5 
Responder 6   1   3 
Total   1 3 2 25/30 
 
(25*100)/30 = 83% Weighted average 
 
17. Questionnaire question 18: To what degree was the project complete 
regarding client satisfaction? 
 













Responder 1     1 5 
Responder 2     1 5 
Responder 3    1  4 
Responder 4     1 5 
Responder 5     1 5 
Responder 6    1  4 
Total    2 4 28/30 
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(28*100)/30 = 93% Weighted average 
 
18. Questionnaire question 19: To what degree did the organization benefited 
from the project? 
 













Responder 1     1 5 
Responder 2    1  4 
Responder 3    1  4 
Responder 4     1 5 
Responder 5     1 5 
Responder 6    1  4 
Total   1 3 3 27/30 
 
(27*100)/30 = 90% Weighted average 
 
 
